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Abstract 
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This study focused on the process by which 
stated organizational goals of a State Department of 
Education were transformed into the organization's real 
goals. The purpose of the study was to identify and examine 
(1) the mechanisms operating in the organization which 
aided this transformation, (2) the organization's real 
goal, and (3) the effects of goal transformation on the 
organization. Data for the study were gathered from 52 
interviews, personal data, and unobtrusive measures such 
office records, travel records, and budgets. Analysis of 
data determined a group of 16 mechanisms which revealed 
dynamics of the organization. The mechanisms, grouped 
according to common elements, determined the concepts of 
leadership, bureaucracy, accountability, and communication. 
The concepts combined with the mechanisms constituted the 
conceptual syndrome or the process involved in transforming 
stated goals to real goals in a State Department of 
Education. (Author/MF) 



i 



the 



? 



KMiNNa 









ti riiflf'iiniirii 












U.S. DEPARTMENT OF HEALTH, EDUCATION & WELFARE 
OFFICE OF EDUCATION 

THIS DOCUMENT HAS BEEN REPRODUCED EXACTLY AS RECEIVED FROM THE 
PERSON OR ORGANIZATION ORIGINATING IT. POINTS OF VIEW OR OPINIONS 
STATED DO NOT NECESSARILY REPRESENT OFFICIAL OFFICE OF EDUCATION 
POSITION OR P01IC V 

RESEARCH REPORT 
Project No. 9-C-019 
Grant No. OEG-3-9-090019-0016 



‘T-c~o/‘j 

oe-6& 



vO 

KN 



* 



AN ANALYSIS OF THE GOAL TRANSFORMATION PROCESS IN A 
STATE DEPARTMENT OF EDUCATION 



I 




i 



I 

: 



v 

i 




U 





Henry R. Marockie 
West Virginia University 
Morgantown, West Virginia 



June 1969 



U.S. DEPARTMENT OF 
HEALTH, EDUCATION, AND WELFARE 

Office of Education 
Bureau of Research 






mamma* 







The work reported herein was performed pursuant to a grant from the 
U*S. Office of Education, Department of Health, Education and Welfare. 








"4 




i- 



■i 



ii 



3 



i 



ACKNOWLEDGMENTS 



: 

I 



ir 

g. 



i 



t 

'$/ 

I' 

h 




S 



£ 

P ; 

t 



I- 

I 

& 

I 

i 

| 

l 

X - 

i 



The author of this study is most grateful to the personnel of 
the State Department of Education for their cooperation and assistance 
in making this investigation possible. A special debt of gratitude is 
given to his major advisor, Dr. Harold I. Goodwin, for his continual 
probing and questioning in offering guidance and direction throughout 
the writing of this study. Appreciation is also extended to members of 
his committee: Dr. D. D. Harrah whose knowledge of the State Depart- 
ment proved most beneficial; Dr. Wilson I. Gautier, whose intensive 
help was invaluable; Dr. Benjamin Bailey and Dr. Manford Sonstegard 
for their assistance and ideas. 

Appreciation is further extended to Miss Glenda Bixler for her 
time and patience in directing the mechanics of the study. 

A very special thanks is given to his wife, Mary, whose 
continuous encouragement and patience sustained the writer for the two 
years of pursuing the doctorate. Thanks also are in order for his 
three- year- old daughter, Felicia, who could not totally understand her 
father's many hours at the library and in the office. 



■i 



p 

.1 

I 



$ 






'i 

• J 

I 

<■ 

| 

■; 

'i 

i 




1 




O 

ERIC 






iim&m 







i _ j i,ii.g *i.x i 



This study focuses on the goal transformation process in a 
State Department of Education. In this report, the State Department of 
Education under investigation is referred to as the State Department to 
maintain anonymity, and the State in which the study was undertaken 
is designated as State. 

In order to assist the reader in his understanding of this 
study, a biographical sketch relative to the investigator's professional 
background is herewith presented. The study of goal transformation was 
undertaken by Henry R. Marockie who was born in Powhatan, Ohio. 

His elementary and secondary education was in the Brooke County, 

West Virginia school system. He attended the University of Maryland 
and received a Bachelor of Science Degree in Business Administration 
from West Liberty State College in 1961. A Master's of Arts Degree 
in Guidance was conferred at West Virginia University in 1963. 

During the year 1963-64, he had a position as guidance coun- 
selor and teacher at Mannington High School in the Marion County, 

West Virginia school system. In 1964 he became a county administra- 
tor in charge of Guidance Services in Wood County, West Virginia, and 
later administrated the Federal programs for the same system. 

In 1967 he began two years in residence at West Virginia 
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University pursuing a doctorate in Educational Administration. At this 



time, he held an assistantship in the Office of Field Services and later 
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was a special assistant to the Dean of the College of Human Resources 



and Education. Concurrent with these responsibilities, he served as 



an intern in the West Virginia Legislature assigned as special con- 



sultant to the House Education Committee. He is presently a candidate 



for the Degree of Doctor of Education. 
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THE PROBLEM 










During the past decade, social scientists interested in human 
behavior in formal organizations have concentrated their research efforts 
on determining organizational effectiveness. Of primary importance in 
their objective was the determination of the relationship between indivi- 
dual and organizational goals 1 since the concept of organizational 
effectiveness is generally used to refer to goal-attainment. 2 

Specifically, the literature on organizational analysis focuses 
on the process by which stated organizational goals are transformed into 
the real goals of the organization. This transformation process is not 
revealed by simply describing the organization. As Selznick suggests, 
the researcher must look for certain defining characteristics and commit- 
ments of the organization.' 1 Social organizations are identified by their 



i Albert H. Rubenstein and Chadwick Haberstrob, Some Theories 

of Organizations (Homewood, Illinois: Richard D. Irwin and the Dorsey 
Press, 1966), Chapter 23. 

2 Basil S. Georgopoulos and Arnold S. Tannenbaum, "A Study of 
Organizational Effectiveness" , American Sociological Review , 22, 1957, 
[ pp. 534-540. 

O 

Philip Selznick, The Organizational Weapon (Illinois: The Free 
Press of Glencoe, 1960), p. XI. 





2 



latent commitments which may not necessarily be the same as what is 
formally acknowledged. 4 Thus, the latent structures or the revealing 
symptoms must be looked to for the true purpose of the organization and 
the process by which the organization's stated goals are transformed into 
its real goals. 5 

Determining and analyzing these symptoms must be based on 
systematic and theoretical approaches. Etzioni's theory describes three 



dimensions - displacement, succession, and proliferation - through 



which stated goals of an organization are transformed into the 



organization's real goals. 



Goal displacement arises when an organization substitutes for 



its legitimate goal some other goal for which it was not created, or for 



which resources were not allocated, or for which it is not known to 



serve. ** The most common form of displacement of goals, as advocated 



by Etzioni, is the process by which the organization reverses the prior- 



ity between its goals and means in such a way that the means are made 

7 



the goals and the goals are converted to means. 



4 Ibid . 



5 Ibid. 



6 Amitai Etzioni, Modern Organizations (Englewood Cliffs: Prentice- 
Hall, 1964), p. 10. 



7 1 bid . 
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Goal succession comes about when an organization finds new 
goals when the old ones have been realized or cannot be attained. The 
organization, consequently, establishes new goals rather than disband.® 

However, clear-cut cases of goal succession are rare, primarily because 
most organizations do not reach their goals and secondly, because many 
of those who do achieve their goals are then dissolved.® Succession of | 

goals is much more common when service of the old goal is unsuccess- 
fully forcing the organization to adopt additional goals or expand the 
scope of their old ones. By doing so, the organization acts to increase 
the dedication of its members and encourage the recruitment of new 
members . 

Goal proliferation, for Etzioni, leads not only to displacement 
of its primary goals by other secondary goals or by means, but also 
leads the organization to actively seek new goals once the old ones 
are realized, or to acquire additional goals. The new goals are often 
justified by the fact that they will enhance the service of the old goals; 
however, they often become full-fledged equals if not "masters. 

® Ibid. , p. 13. 

9 Ibid. 

10 Ibid. 



1 1 Ibid 









Other investigators have corroborated Etzioni's position on 
the goal transformation process, but with the utilization of other terms. 

Selznick has reported that in every organization, the goals of 
the organization are modified (abandoned, deflected, or elaborated) by 
a process within it, and that the process of modification is effected 
through the informal structure of the organization.^-^ 



Blau refers to the process of "succession of goals." He 



states: 



As an organization attains its objectives, it gen- 
erates strain toward finding new ones. To provide 
incentives for its members and to justify its existence, 
the organization must adopt new goals as its old ones 

are achieved. 13 

Merton speaks of displacement of goals as existing when an 
"instrumental value becomes a terminal value" and that such is seen 
frequently in bureaucracies . 

In a study of the goals of complex organizations, Perrow has 
found that the goals most embedded in major operating policies and the 



12philip Selznick, "An Approach to a Theory of Bureaucracy," 
American Sociological Review . 8 : 47 , 1943 . 

13peter Blau, The Dynamics of Bureaucracy (Chicago: The Uni- 
versity of Chicago Press, 1955 ), p. 243 . 

14 Peter Blau and Richard Scott, Formal Organizations: A Compara - 
tive Approach (San Francisco: Chandler Publishing Company, 1962 ), 
p. 229 . 
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daily decisions of personnel are more nearly related to understanding 
organizational behavior. 15 Perrow called such goals the operative 



goals and stated that through the actual operating policies of the 



organization, these goals reveal what the organization actually is 
trying to do regardless of what the official goals are professed to be. 15 



formation in industry. He found that professionals were forced to com- 



promise their personal goals with the profit oriented goals of the 
industry. 1 ' 




Kornhauser used the term "pluralism" to denote goal trans- 



The concept of goal transformation, specifically the dimen- 



sions identified by Etzioni, constitute, in this study, a framework for 



identification of a conceptual syndrome by which the goal transformation 



process in an organization can be appraised. 



Since most of the reported studies have been conducted in 



organizations where relatively little change was taking place, organiza- 



tions such as state departments of education undergoing adoption of 



15 Charles Perrow, "The Analysis of Goals in Complex Organiza- 
tions ," American Sociological Review, 26:854-66, December, 1961. 



1 ^William Kornhauser. Scientists in Industry (Berkeley: Univer- 
sity of California Press, 1962). 
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technological innovations have rarely been examined. 18 State depart- 
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ments of education are finding themselves today being forced to reor- 
ganize if they are to meet the challenge of educating children for 
society. However, Lane asserts: 

Unfortunately, the relative status of the department of 
education in state government has not been subject to the 
study necessary to effect significant advances and improve- 
ment in state education agencies. 18 

Much of the responsibility for the organization and operation 
of schools has been assumed by local school systems. Consequently, 
students of administration have become accustomed to appraising the 
strengths and weaknesses of local schools rather than considering the 




relationship of the etate department to the local schools in carrying out 
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the educational program. 20 The lack of this relationship was expressed 
by the Congress with the enactment of Title V of ESEA whose purpose 
was to strengthen state departments of education. Prior to enactment, 
evidence gathered from chief state school officers indicated that state 
d epartments of education varied widely in their ability to deal with the 
rapid changes taking place in education. In 1966 the first report by the 
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AO Ruben stein, o£. cit . 

18 Willard Lane, jet ah , Foundations of Educational Administration : 
A Behavioral Analysis (New York: MacMillan Co. , 1967), p. 164,, 



L 



20 Edgar Morphet, et al_. , Educational Organization and Adminis- 
/ation (Englewood Cliffs . Prentice-Hall, Inc., 1967), p. 233. 








Advisory Council of State Departments of Education noted the following: 

1 . Some state agencies are plagued with inadequate 
“■or antiquated structure and organization. 

2 . Others are operating without benefit of fully devel- 
oped research and data systems, or without adequate 
provisions for statewide study, evaluation, and 
planning. 

3. All are lacking - to a greater or lesser degree - 
appropriately prepared and experienced personnel 
in numbers sufficient to achieve and sustain de- 
sired levels of leadership and service. 21 

Therefore, this study, utilizing the goal dimensions identified 
by Etzioni, is an attempt to ascertain a set of related concepts which 
should be useful in explaining che process by which stated organizational 
goals of a State Department of Education become transformed into the 
organization's real goals. 



Statement of Problem . The purpose of the study is to identify 
and examine the conceptual syndrome which will permit assessment of 
the three goal dimensions by which the stated goals of a State Depart- 
ment of Education are transformed into the real organizational goals and 
to assess the consequences of this process in terms of the organization's 
operations . 



2*The Third Annual Report of the Advisory Council on State 
Departments of Education, Focus On the Future : Education in the States 
(U.S. Department of HEW/U.S. Office of Education, No. OE. 23050-68. 
Washington: U.S. Government Printing Office, 1968), p. 1. 
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Objectives . Specifically, this study will seek to determine 
the following: 

1. The mechanisms operating in the organization which 
establish a conceptual syndrome, 

2. The organization's real goals. 

3. The consequences in the organization resulting 
from goal transformation. 

i 

Importance of Study . One of the most controversial and often 
discussed educational issues of today is whether or not the Federal 

Government should continue to appropriate categorical grant-in-aid 

' , / 

programs for the improvement of elementary and secondary education or 
whether a block-grant or general-aid pattern should be followed. Under 
the latter approach, federal funds would be given to states with mini- 
mal or no requirements with the states being able to spend ths money 
"across the board" for improving education. This approach is now being 
advocated by President Nixon and is staunchly supported by Edith 

A 

Green, congresswoman from Oregon. If the block-grant approach is 
followed, the state departments of education will assume a vefy 
significant role in the administration of such grants , for it will be 
they who will have to establish the quantitative and qualitative patterns 
through which the federal funds will be expended. ^ 2 Obviously, state 

22 Educational Policies Commission, Federal Financial Relation- 
ships to Education (Washington: NEA, 1967), pp. 1-9. 









departments must have the personnel and the structure necessary for 
handling such sums of money.. The departments must change their role 
of regulatory, statistical-gathering agencies to one of leadership, 
planning, and assessment . They must develop a new and improved 
framework for the structure and organization of education within a 
state, As Johns asserts: 

The major functions of state departments of education 
in the future will be to provide both professional and pol- 
itical leadership for the inauguration and implementation of 
educational policies and programs. They must provide a 
linkage between local school systems and the Federal Gov- 
ernment if local initiative in education is preserved. If 
the state departments of education do not provide adequate 
leadership, the focus of decision making will shift from 
local school districts and the states to the federal 
government. 2^ 

Unfortunately, the image of state departments throughout the 
country is tarnished, A recent study by Goldhammer found that state 
departments of education are perceived by superintendents as follows: 

For the most part, superintendents in one sample 
perceive state departments of education as primarily 
regulatory, rurally-oriented, politically dominated, 



23r, l. Johns, "State Organization and Responsibilities for 
Education, *' Implications for Education of Prospective Changes in 
Society , Edgar L. Morphet and Charles Ryan (eds,), (Reports pre- 
pared for the Second Area Conference, Designing Education for the 
Future: An Light-State Project, Denver: Bradford -Robins on Printing 
Company, 196 7), pp, 266-267. 
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unreliable, and ineffective. 24 

The importance of changing this image is obvious if state 
departments are to fulfill their new role in education. There is, 
however, a dearth of research on state departments which would aid 
administrators to bring about the necessary changes in order to accom- 
plish their objectives. Because of this lack of study, much of the 
literature pertaining to the organization of state departments is based 
on opinion; and although expert opinion is necessary, the fact remains 
that research on the subject is very limited. 

This study has attempted to provide research based upon a 
theoretical framework. It is hoped that the conceptual syndrome 
emanating from the study will identify crucial areas in need of change 
and modification. 



24 Keith Goldhammer, et al_. . Issues and Problems in Contempo - 
rary Educational Administration (The Center for the Advanced Study of 
Educational Administration, Eugene: University of Oregon Press, 1967), 
p. 87. 
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CHAPTER II 
METHODOLOGY 

Planning and implementing a pilot study on organization 
goal displacement in a local school system was instrumental in 
conceptualization of the problem contained herein. Thereupon , due 
to the design and setting of this investigation, a meeting was held 
with the State Superintendent of Public Instruction and various mem- 
bers of his advisory staff to gain permission for conducting the study 
in the State Department of Education. * 

Population and Sample . There exists four separate bur- 
eaus within the State Department of Education. A total of 101 pro- 
fessional personnel is employed of which 89 percent is considered 
operative personnel for this study. Data relative to State Depart- 
ment personnel are shown in Table I. 



*In this study, the State Department of Education under investi- 
gation is not identified by name but is referred to as the State Depart- 
ment. The State housing the Department is referred to as State. 
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TABLE I 

STATE DEPARTMENT OPERATIVE PERSONNEL* 



Name of Bureau Number of Operative Personnel 


Person in Charge 


Administration 


7 


Ass't Superintendent 


Instruction 


31 


Ass't Superintendent 


Services and Federal Programs 


24 


Ass't Superintendent 


Vocational and Technical 


27 


Ass't Superintendent 


Total 


89 





♦Operative personnel refers to those people who actually 
carry out the day-to-day operations of the Department and according to 
the organization chart (see Appendix A) are placed below the level of 
Assistant Superintendent. 

All levels of Department personnel, as well as selected mem- 
bers of the legislature, State Board of Education, and State Education 
Association were interviewed. The study focused primarily on the opera- 
ting personnel of the organization rather than on the superiors. Personnel 
receiving primary attention in this study were those holding titles of 
assistant superintendent, directors, supervisor, coordinators, and pro- 
gram specialists. This approach to the study of organization appears to 
be representative of Herbert Simon who states: 

In a study of organization, the operative employee must 
be the focus of attention for the success of the structure will 
be judged by his performance within it. Insight into the 
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structure and function of an organization can be best gained 
by analyzing the manner in which the decisions and behavior 
of such employees are influenced within and by the organ!- 
zatlon.2 



Even though this study focused on personnel below the bureau 



heads, it must be noted that to understand the State Department of Edu- 



cation, one must have knowledge about personnel at all levels of the 



organizational chart. As Simon points out: 



It is equally clear that the persons above the lowest or 
operative level in the administrative hierarchy are not mere 
surplus baggage. . .Even though, as far as physical cause 
and effect are concerned, it is the machine gunner and not 
the major who fights the battles, the major is likely to have 
a greater influence upon the outcome of a battle than any 
single machine gunner. ^ 



Interview . An open-ended interview guide with an organized 



list of 43 standard questions was asked each respondent. In addition to 



the standard topic question, the researcher used probing questions to 



provide further clarification and insure accurate information. An example 



will illustrate the technique: 



Question: Can you describe a problem which confronts 

you as a member of the State Department of Education? 



Response: Secretary turnover. 



Probe: Can you tell me more about it? 



^Herbert Simon, Administrative Behavior (New York: MacMillan 
Co. , 1945) , p. 3 . 



3lbid. , p . 2 . 
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Response: The pay scale for secretaries in the Department 
is such that, they are paid according to position rather 
than on the basis of training and experience. 

Probe: Why is this a problem? 

Response: It causes secretaries to constantly try to get 
a position above that of working for specialists. 

Question: Can you describe the effect it is having on your 
work performance? 

Response: It causes me to spend much of my time training 
a new girl rather than spending the time on programs. 

Question: What can be done to overcome the problem? 

Response: If the administration would reorganize the sec- 
retary pay scale so that all secretaries were paid on 
the basis of experience and training, we wouldn't have 
the problem. The girls like working for specialists but 
because of the lower salary look for other positions in 
the Department. 

When no further insights could be gained from the questioning, 
the investigator asked the next question. Replies to the questions were 
recorded on the guide during the time of the interview. Following termina- 
tion of each interview, the investigator would immediately summarize 
the information obtained and record other pertinent observations. This 
method according to Travers is the combined process of selecting, sum- 

4 

marizing, and interpreting information and is termed the coding process. 



^Robert W. Travers, An Introduction to Educational Research, 2nd 
Ed. (New York: The MacMillan Co. , 1964), p. 234. 
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